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(1) Background 
1. The Technical Advisory Committee to the CGIAR was established in 1971 
with the following terms of reference: 
"TAC will, acting either upon reference from the Consultative Group or 
on its own initiative: 
(i> advise the Consultative Group on the main gaps and priorities in 
agricultural research related to the problems of the developing 
countries, both in the technical and socio-economic fields, based 
on a continuing review of existing national, regional and inter- 
national research activities; 
(ii) recommend to the Consultative Group feasibility studies designed 
to explore in depth how best to organize and conduct agricultural 
research on priority problems, particularly those calling for 
international or regional efforts; 
(iii) examine the results of these or other feasibility studies and 
present its views and recommendations for action for the guidance 
of the Consultative Group; 
- 
(iv> advise the Consultative Group on the effectiveness of specific 
, existing international research programmes; and 
(VI in other ways encourage the creation of an international network 
of research institutions and the effective interchange of 
information among them." 
2. Although it was foreseen that these terms of reference may be amended 
from time to time by the Consultative Group, their initial formulation has been 
maintained until now. The CGIAR Review Committee in 1976 did not propose any 
change but stressed three basic tasks: 
(9 to consider the desirability and technical feasibility of adding 
new areas of research to those already being supported under the 
aegis of the CGIAR; 
- 
(ii) to suggest an appropriate organizational mechanism for each type 
of recommended new research; and 
(iii) periodically to review, from a technical standpoint, the CGIAR- 
sponsored research already underway. 
_; . The CGIAR Review Committee noted, however, that the relative importance - 
of these tasks was changing as TAC was required to make evaluative reviews of a 
growing number of ongoing activities. The CGIAR Review Committee also spelt out 
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- in more detail the mechanisms which TAC might use to maintainan overall view of 
the CGIAR system. It gave a sharper definition of the tasks assigned to the 
Quinquennial Reviews. It suggested a new mechanism of across-centre,evaluation 
i.e. the stripe analysis. It requested TAC to examine not only the new initiatives 
(by the existing centres or otherwise) but also the programmes and budgets of 
the centres on a longer term basis. It suggested that TAC members be designated 
to monitor specific centres. It requested TAC to "produce (every five years) an 
updated broad programme perspective for the CGIAR". Finally, the keview 
Committee, while recognizing the expanding responsibilities of TAC; concluded that 
"with effective staff work from more closely coordinated secretariats, it believed 
the task is manageable". 
4. Most of the above recommendations were implemented. TAC however 
experienced growing workloads in coping with its expanding responsibilities. Further 
steps were taken to make the work of the Committee more effective. The Committee 
decided to have longer meetings during which working groups were established to 
consider specific agenda items in more depth. More comprehensive procedure and 
criteria were formulated and applied for the quinquennial reviews, for the 
consideration of new'initiatives, and for the examination of the programmes of 
work and budgets of the IARCs (including the consideration of draft commentaries 
jointly prepared by the Secretariats of TAC and the CGIAR). 
- 5. In spite of these positive developments, the Committee recognizes the 
need for further improvements in the methods for handling its workload and decided 
- to re-examine its role and working procedures at the 23rd Meeting. 
(2) The Expanding Tasks of the Committee 
6. The problems faced by TAC are mostly due to the magnitude and diversity 
of questions on which its advice is required. The overall scope of the research 
fields, which are of interest to the CGIAR, has been broadened (mainly with the 
recommendations of TAC itself). Production system research, factor-oriented 
research and some aspects of basic research and macro-economics are given 
increased emphasis. The number of institutions supported by the CGIAR increased 
concurrently starting from five initially (IRRI, CIMHYT, CIAT, IITA and CIP) to 
13 reached by adding ICRISAT, WARDA, IBPGR, ILCA, ILRAD, ICARDA, ISNAR and IFPRI 
to the CGIAR system. The volume of financial resources channelled through the 
CGIAR also increased concurrently from LJS$22 million in 1972 to about US$117 
expected in 1980. The scope of the activities of these institutions, in particular 
the older ones, also continued to expand, especially their activities in support 
to regional, sub-regional and national agricultural research programmes. 
-7. Each of these institutions has established its own technical advisory 
-mechanisms both in specialized fields and for its whole mandate area. The IARCs 
-have access to multiple sources of exp.ertise which may be difficult to match by 
TAC. Each Centre, through its many technical conferences, workshops, in-house 
reviews, programme committee meetings and Board meetings, has the possibility to 
address its problems in more depth and with a wider range of expertise than 
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- is possible to TAC with a limited membership and number of meetings. It is also 
extremely difficult for the TAC members and for the Secretariat to keep abreast 
- of all the developments at the IARCs and of agricultural research in developing 
countries. 
8. As long as the advice required from TAC is of a general nature and 
deals essentially with overall priorities, identification of areas for new initiatives 
and interface problems between Centres, there is a clear distinction between the 
type of expertise and advisory functions required at the level of each IARC and 
those*required from TAC. However, IARC programmes can only be implemented if 
appropriate budget resources are made available. With finite limits on fund 
availability to the IARC system, TAC must assist the CGIAR in resolving problems 
of a managerial nature and in some way assume in the role of "Programme and 
Budget Review Committee" of the CGIAR. This task obviously cannot be carried out 
satisfactorily by TAC without an in-depth knowledge of the research fields and 
activities dealt with by each IARC. 
9. Assuming that TAC, with the help of the Secretariats, could fully meet 
these additional "managerial" requirements, the question may be raised also as to 
the ways and means whereby its advice and recommendations can be actually used 
and followed by the CGIAR members and by the IARCs in a system where planning, 
programming and budgeting involve multiple elements of independent decision 
- making. 
~ lo. As the CGIAR system covers a broader range of research fields, the 
problems raised at the "interface" between the institutions concerned tend also 
to grow with the number of institutions financed by the CGIAR as there are more 
possibilities of overlap, conflicts of competence and competition for funds. 
These problems are particularly difficult to resolve because of the decentralized 
nature of the management in the CGIAR system whose elements retain a large degree 
of,independence of action and freedom in considering the recommendations of TAC 
and the policies of .the Group. Their solution from TAC therefore would seem to 
require more complex and more detailed studies of ongoing prograrmnes and future 
requirements covering a wider range of aspects and taking into account a larger 
number of factors and particular interests. They also may require another type of 
analysis of a fiscal nature which stand outside the field of competence of TAC, . 
but which cannot be ignored by the Committee when formulating its recommendations. 
The degree to which TAC should be involved in these financial aspects is difficult 
to determine. It is understood that the recommendations of TAC should not be 
governed by narrow financial considerations. In practice, however, the 
consideration of the programmes by TAC cannot be dissociated from that of the 
budgets and from the resources available. 
-11. Similarly, the role of TAC in the formulation or consideration of new 
lroposals becomes increasingly difficult, be it to suggest shifts in activities 
-within existing institutions or be it to propose new mechanisms to fill certain 
gaps. These changes are triggering off new problems of coordination and new 
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- conflicts of competence between existing institutions in research fields which 
Are increasingly crowded. The consideration of new institutional mechanisms may 
- also raise policy issues within the Group and between the Group and other 
agencies (multilateral or bilateral). The role which TAC should play in advising 
the Group on these matters of policies and inter-institution relationships is not 
clear. 
(3) Discussion of Alternatives 
12. The solutions to these problems may in part be found within TAC itself 
as far as its methods of work, the use of its expertise and resources are 
concerned. As regards the role(s) of TAC and the impact of its recommendations 
these obviously do not depend on the Committee only, but also on those which request 
and make use of its advice (i.e. the CGIAR members), in particular their decisions 
as to the overall policies, organization and management of the CGIAR system. 
13. The procedures of work of the Committee might be improved in several 
ways to enable it to cope with an increased workload. Some possibilities might 
be: 
, 
(9 increasing the duration and/or number of meetings; 
(ii) ,increasing the membership of the Committee and/or limiting the 
turnover of members in the Committee by giving them longer term 
assignments, thus benefitting from their acquired.experience for' 
a longer time; 
(iii) improving the preparation of the meetings by the members by 
assigning specific tasks to them on a more continuing basis; by 
the Secretariat by improving the presentation of documents, 
Secretariat notes, commentaries, etc.; by a more liberal use 
of consultants, sub-committees and working groups. 
. 
14. Another set of alternatives might reduce the workload of the Committee if 
a part of its responsibilities could,be shifted to other bodies. Several 
possibilities could be considered in this respect: 
(i> 
(ii) 
- 
to request the governing bodies of the IARCs (Boards and 
Programme Committees in particular) individually to exert 
a tighter control on the formulation of programmes and 
budgets, keeping in mind not only the interests of the 
IARC concerned but also the overall priorities and policies 
of the CGIAR; 
to arrange for regular consultations among the Chairmen of 
the Board of Trustees and among Chairmen of the Programme 
Committees in order to prevent the development of problems 
between Centres (conflicts of competence, competition for, 
funds); 
- 
- 
a 
15. 
\ 
(iii) 
(iv) 
(VI 
(vi) 
(vii) 
(viii) 
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to request the establishment of sectoral coordinating bodies 
by IARC personnel concerned and outside consultants on common 
research areas, e.g. rice, maize, cassava, legumes, fodder 
crops; 
to ensure and insist on a timely submission of the programme 
and budget documents thus giving more time and more 
opportunity to TAC members and the Secretariats to identify 
problems, interact more with the management of the IARCs before 
the TAC meetings and screen the issues on which the guidance 
of TAC is specifically required; 
to press for the formula&ion of forward plans by all the IARCs 
thus giving the possibility to the Secretariats to compile these 
plans and prepare a synthesis for the consideration of TAC. l/ 
This would also facilitate the consideration of programmes and 
budgets on a biennial basis and the review of priorities; 
to entrust more systematically the detailed formulation of new 
proposals to other institutions (CGIAR members, Co-sponsors) 
or ad hoc groups. The role of TAC could be concentrated on the -- 
identification of areas where new initiatives may be required 
and to the formulation of comments and recommendations on 
proposals prepared by others; 
to establish a standing sub-committee of TAC for the examination 
of the programme and budget documents. The sub-committee would 
meet for about a week before the summer meeting of TAC and 
prepare draft recommendations. In such a case, the TAC and 
CGIAR Secretariats would need to prepare an analysis of the 
.proposals for the consideration of the sub-committee; 
to establish a sim ilar standing sub-committee of TAC on long- 
term  planning, priorities and identification of areas for new 
initiatives. 
It should be kept in m ind, however, that the above arrangements will not 
greatly decrease the work of TAC since, while delegating part of its responsibilities 
to other bodies, the Committee will still have to examine the proposals and the 
recommendations emanating from  these other bodies and give its views to the CGIAR 
on them. In many cases TAC may save time in dealing itself directly with specific 
issues or proposals. These arrangements may however help the Committee in improving 
the quality of its output and maintain an overall view of the system without getting ' 
too much involved in details. 
- 
- l/ - i.e. the "updated broad programme perspective" as recommended by the 
CGIAR Review Committee in 1976. 
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- 16. It is recognized that the Consultative Group would find it difficult 
to set limits to the degree of freedom enjoyed by its members and by the institutions 
- which it finances. The absence of bureaucratic constraints and the informality 
of the CGIAR system have assisted in the speedy development of the IARCs and their 
operations todate. However, as noted by the CGIAR Review Committee, "the 
independence of the donors and that of the Centres represent an inherent 
contradiction which could render the system unmanageable if pursued to the extreme". 
.Two elements appear essential in this respect. 
'to long-term planning, 
The first is a greater commitment 
not only by the individual centres but.also by the CGIAR 
system as a whole and by its individual members. The second is a larger degree 
of consultations between the Secretariats and the Centres and between the 
individual donors and the Secretariats before new projects are formulated in 
detail and resources commitments taken. These two points had already been raised 
by the CGIAR Review Committee in 1976 but its recommendations have not been fully 
implemented in this,respect. A third consideration, which is not discussed in 
this note and is basic to the role of a Technical Advisory Cormaittee, would concern 
the procedures by which TAC maintains its independence of judgement free from 
possible donors or other external influences. 
(4) Implications for the Secretariat 
17. Changing the role and working procedures of TAC would obviously also 
change those of its secretariat in organizing the meetings of the Committee, of 
its sub-committees and working groups, servicing TAC consultants, organizing TAC 
missions, preparing or helping to prepare reports of meetings and working papers 
and cooperating with the CGIAR Secretariat in the preparation of commentaries on 
the programme and budget documents of the IARCs, etc. For example, should the 
Committee reconsider its role in the examination of the biennial budgets of the 
Centres, the Secretariat might, as in the case of the quinquennial review, have 
to elaborate and propose guidelines and procedures for this task. Similarly, the 
Committee will have to examine the role of the Secretariat(s) in analyzing the 
long-term plans of the IARCs and in compiling these plans for a global perspective 
of the system, a task which has practically not been undertaken so far. Other 
aspects such as the procedures for preparation and adoption of the reports (which 
are often longer than desirable), for the briefing of new TAC members, for 
providing background information, for facilitating the TAC members acquaintance 
with the IARCs will also require further examination. 
(5) Proposals for Further Discussion on this Topic 
\ 
18. The above observations by the Secretariat do not aim. at presenting an 
- exhaustive analysis of the problems faced by the Committee as regards its role 
2nd working procedures, nor at suggesting solutions. It merely provides a starting 
- point for further observations and proposals by the individual members'of the 
Committee themselves. For instance, there was no attempt in this paper to discuss 
I’ 
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- the "pros and cons" of the whole range of alternatives listed in section (3) 
zbove. Most of these proposals would require further elaboration. Moreover, 
- other alternatives may be suggested by the members of the Committee. There 
was also no attempt in this paper to discuss the process whereby TAC reaches 
a consensus, formulates its conclusions and makes recommendations. A question 
which the members of the Committee may also wish to address. 
19. The Secretariat suggests that the members of TAC, having read this 
note and other documents referred to therein , put their own ideas and remarks 
on paper and convey their views to the Secretariat. The Secretariat will not 
attempt at this stage to compile the notes received from  the TAC members but 
will merely send a full set of copies of these to,all the members of the 
Committee as,background for the discussions on this subject at the 23rd meeting. 
An outline is suggested to the members of the Committee for the preparation of 
their contribution (see Annex I). The Secretariat suggests that these 
contributions be sent not later than 30 November 1979. 
- 
, 
- 
- 
1. 
2. 
3. 
4. 
5. 
- 
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ANNEX I 
SUGGESTED OUTLINE FOR TAC,MEMBERS CONTRIBUTION 
TO THE REVIEW OF THE ROLE AND PROCEDURES OF THE COMMITTEE 
General observations on the role of TAC and of the individual TAG 
member. 
The role of TAC in setting priorities for international agricultural 
research. 
The identification of areas for new initiatives - formulation or 
review of proposals. 
Review of ongoing activities and programmes of the CGIAR system 
4.1 The quinquennial reviews 
4.2 The review of programmes and budgets of IARCs' 
4.3 The stripe reviews 
Other functions of TAG. Long-term planning, etc. 
Working procedures. Preparation of meetings. Documentation. 
Organization and conduct of meetings. Use of working groups, 
sub-c'ommittees, consultants. Formulation of recommendations. 
Reporting 
Other observations. 
Note: It is suggested that on each of the above, as appropriate, 
the following aspects may be covered: constraints and 
difficulties experienced, responsibilities of other bodies, 
specific role of TAC, suggestions for improvement. 
